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GUEST EDITORIAL 
OFFICERS, FACULTY, STAFF and WIVES 
are invited to contribute articles 
of interest to the BAROMETER, 
c/o The Editor. 
Fashions change in nonsense and superstition no less than in ladies' hats. 
There was a time when popes and kings had astrologers at court to help them 
plan for the future. Nowadays government departments have statisticians for 
thesame purpose. One day they will be relegated to the Sunday newspapers to 
displace the astrologers from their last refuge. I can well understand the 
cult of the astrologer at court. After all, the astrologer was an astronomer, 
and if a man has success in predicting eclipses by star-gazing why should he 
not have equal success in predicting the course of more mundane matters by 
taking cognizance of the disposition of the heavenly bodies? But for much 
of the statistical work that is done by government departments I can see 
little excuse.* It is a vile superstition beyond anything imaginable in 
the middle ages. Whereas astrology at least encouraged men to look at the 
beauty of the heavens and be glad, this later mumbo jumbo encourages men to 
look at themselves and be miserable. It simply cannot be chance that the 
gentlemen engaged on this work are always making gloomy forecasts with never 
the slightest suggestion that things will grow better. Never, never has the 
Registrar-General spoken of the future of an individual child, promising it 
fame and riches and the affection of the poor when it grows up. It is a very 
sad thing. • • . 
*Measuring exports of machinery by the ton weight, irrespective of its 
value. 
M. J. Moroney, Facts From Figures 
* * * 
" .11. DI FFERENT SLANT AT COST OVERRUNS 
By now the Services are used to being called to task for the Cost Overruns which 
have been the rule rather than the exceptions in major systems acquisitions during the 
past decade. But the following excerpt from the June 1970 edition of Government 
Executive gives a slant and calls to mind a few ideas we may not have thought of 
previ ous ly. 
Who Is to Blame for Cost Overruns? 
Hon. L. Mendel Rivers (D-S.C.) 
Chairman, House Armed Services Committee 
In an era o f galloping inflation, fantastic new wage increase dem~nds, 
material shortages and a frustrating war in Vietnam, there appears to be a 
determined effort on the part of some people to discredit, not only our 
military leaders, but also a vast portion of our defense industries. One 
- 2 
device which they have used effectively is an incessant reference to so-called 
cost overruns, that is the amount by which the present acquisition costs of a 
weapon system exceeds the amount of the original cost estimate. 
Running through Much of this criticism is the less than subtle innuendo 
that if the Congress of the United States, and especially its Armed Services 
Committees, had done its jobs properly, there never would have been any cost 
overruns. Certain news media in this country delight in giving this impres-
sion, erroneous as it is. Therefore, perhaps the time has come to set the 
record straight -- to review the many in-puts which result in cost increases 
to fix such responsibilities and blame as might be indicated. • • • 
Must Analyze Budget Process 
In many ways, perhaps, the Committee on Armed Services of the House has 
acted somewhat like a man who in a weak moment tells his wife to buy a new 
gown for the club dance. His wife may discuss with him the cost of the gown, 
but perhaps deliberately, or by oversight, fails to mention the cost of the 
new shoes and bag, the hairdo and the jewelry which she feels are necessary 
to properly set off the gown. Eventually the husband may learn to cope with 
this situation and so, hopefully, will the House Armed Services Committee. 
Finally, the budget process itself must be analyzed. It is not unreasonable 
to say that the present system of authorizing and appropriating money for weapon 
systems procurement can result in a more expensive outlay of funds. The cost 
of an item in relation to quantities placed on order, as well as anticipated 
rates of production, can have a devastating impact upon both unit and total 
production costs. Weapon systems procurement is a 1ength1y undertaking 
which is based upon long-range projections to meet future threats. 
Financing of these systems is normally provided in increments. Each 
succeeding year, however, budget constraints, Congressional mandate or late-
ness in receiving appropriated funds can play havoc with planning schedules 
and estimates initially developed. Without rationalizing upon the merits or 
necessity for these conditions, it must be recognized that the present budget 
process is a contributing factor to the cost overrun label placed upon weapon 
systems development. 
Perhaps the answer is multiyear purchases, and multiyear authorizations 
and appropriations. 
Z-GRAM QUESTIONNAIRE 
The comments generated by the questionnaire administered at the Naval War College 
have been reprinted in the Barometer. Although there will never be complete agreement 
on matters such as these, it is true that numerous issues of interest to a majority of 
Naval officers were raised by the two forums which conducted the study. The response 
of the officers here at NPS who replied to the questionnaire (333 in the first two 
weeks) showed they were interested in the same questions. After Christmas, when the 
responses which will be forthcoming have been submitted, a summary will be attempted 
of the many comments received. The results of the multiple choice questions have been 
computerized and they will be reported as well. 
Some of the questions raised by the Naval officers who took part in the survey at 
the War College are not peculiar to the military profession or the Navy, but have been 
~cognized as important by practitioners in industry. A few selections are cited here 
lIs further reflections on some of the more frequently mentioned problems. 
Go After Employee Complaints 
by Michael R. Losey, Sperry Rand, in 
Supervisory Management, Aug., 1971 
Management's traditional means of discovering employee dissatisfaction has 
been the Open Door Policy -- a sincere statement that any management representa-
tive is available at any time to discuss employees' questions, suggestions and 
complaints. A supervisor publicizes the Open Door Policy and when no one ventures 
in to complain, he concludes that there are no complaints. If there is evidence 
of dissatisfaction, the supervisor may think, "It's the employee's fault if he has 
a problem and doesn't complain. The door is always open and I am willing to listen." 
The trouble with this passive approach to complaint handling is that it detracts 
from good employee relations. 
As management's key link with the rank and fi~e, the first-line superviso~ 
plays an important role in building employee goodw1ll toward the company. Tak1ng 
a more aggressive attitude toward complaints is an important part of this role. 
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What do we mean by "aggressive"? An aggressive attitude toward complaints 
requires you to make a couple of basic assumptions. The first is that each day 
scmeemployee somewhere will feel that he has been mistreated. The second is that 
receiving very few complaints is not necessarily a healthy sign, nor should it 
ever become your goal. Low complaint activity may reflect employees' lack of 
confidence in your or the company's approach to complaint handling. It is a 
good sign to receive constructive complaints regularly. This doesn't mean that 
employees are being critical; more often it means that they are responding to a 
management that not only solicits their questions, suggestions, and complaints, 
but also acts upon and responds to them. 
The best way to handle employee complaints is to have the employee speak to 
his immediate supervisor. But, as we've seen, there are many factors that make 
an employee reluctant to do so. In such instances, the companywide system serves 
as a safety valve for problems that the employee doesn't wish to discuss with 
his boss -- personal problems, for example, or those that the employee feels he 
has discussed with his boss without getting a satisfactory answer. 
~ The real test of the complaint system is whether the complaints are justified. 
Also, expect initial complaints to dwell on some long-standing employee dissatisfiers. 
You yourself might have answered some of these complaints -- but not to the 
employee's satisfaction. It would be wise to anticipate problems that might be 
submitted under the program and plan for their handling before the program is 
announced. 
Considerable planning may also be directed toward providing solutions to old 
problems that management has been aware of but has done nothing about. Other long-
standing complaints that the company hasn't been able to handle satisfactorily 
should also be examined before the system goes into effect. Why has management 
been unable to solve existing problems that it has known about? The reasons must 
be eliminated. If this is not done, the company may be installing nothing more 
than a new system that may dissatisfy employees in a new way •••• 
* * * 
Let's Put Motivation ~~ere It Belongs 
by Leonard Ackerman in 
Personnel Journal, July, 1970 
The major assumption is that "motive" is internalized (within the individual), 
not something that one gives to another. By looking at motivation in this manner 
the manager should find a more valid approach to achieving more effective employee 
performance. 
The individual's needs can be satisfied in a variety of ways. The choice is 
determined by the strength of the need, the value of the various alternatives and 
the amount of time and effort that must be expended by the individual to fulfill 
a particular need. Thus, motivation is a function of need -- strength, and the 
relative values of a variety of possible satisfiers and the time and effort that 
must be expended by the individual in fulfilling his need in choosing a particular 
satisfier. The determination of the weight attached to each of the factors is 
subjectively determined by the individual. . . . 
This writer characterized three management approaches to motivation: the 
pkojective approach -- where the manager attributes his own needs to his subordinates; 
L . the nonmative approach -- where the manager uses information gained by observation, 
surveys, etc., which lead him to generalize about the needs of employees; the 
~nd£v~d~tic approach -- where the manager deals with each employee as having 
highly differentiated needs. In the projective and normative approaches the manager 
often finds himself holding out carrots to employees who don't particularly care 
for carrots. The individualistic approach is characterized by the realization that 
individuals are highly differentiated in their needs and that if carrots don't fill 
needs, the manager must come up with an incentive that's meaningful to the individual 
employee. The individual approach is the only one that is oriented to the real 
world of the individual employee, the manager, and the organization that he represents. 
If the concept of a contract, wherein the needs of the employee and the needs of 
the organization can be met at some acceptable level of satisfaction for both 
participants, is accepted, then the individualistic approach is not only pragmatic 
but good "human relations. 1I In essence what we have is an extension of the inter-
dependence of people on one another. An organization needs people to operate its 
